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Abstract
As part of the degree requirements for a Master of Arts in Arts Administration, this paper
is an analytical discussion of my experience and observations as an intern for the Contemporary
Arts Center in New Orleans, LA from January to June 2013. The Contemporary Arts Center
(CAC) is a non-collecting, multidisciplinary arts center dedicated to the presentation, production
and promotion of contemporary art.
With a shift in executive leadership, changes in staff, and a plan for rebranding the image
of the organization, the CAC finds itself in a period of great transition. This paper will examine
the various effects of this transition on organizational effectiveness by identifying areas of
strength as well as possibilities for improvement and institutional growth.
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Chapter 1: Organizational Profile
History
During the 1970's, artists across the nation were attempting to bridge the gap between the
visual and the performing arts. It was in 1976, in the spirit of this movement, that a collection of
New Orleans artists formed the Contemporary Arts Center (CAC) (About the CAC). Artist-run
and artist-driven, the CAC had fairly humble beginnings, but as the arts district grew, so did the
CAC, evolving with the needs of its diverse community. This ability to adapt and grow is still an
important theme within the CAC, even today.
The mission of the CAC is to remain “a multidisciplinary arts center, financially stable
and professionally managed, that is dedicated to the presentation, production and promotion of
the art of our time” (About the CAC). The organization's vision is to be “nationally recognized as
a leader in the presentation and support of contemporary arts, artists and emerging art forms” by
engaging a diverse community (About the CAC).
At times throughout its 37 year history, the CAC has implemented various strategic plans
to guide the decision-making and operating strategies of the organization in accordance with the
mission. The first of these plans was created in 1997 and then revised in 2002. The devastating
physical and economic damage the CAC sustained as a result of Hurricane Katrina in 2005
necessitated the creation of a Strategic Plan for Disaster Recovery which was completed in 2007.
After significant post-Katrina recovery, the CAC began work on an updated plan in 2011 that
focused more on institutional growth during a time of transition within the organization. In
February 2013, the CAC published its Strategic Framework Plan to serve as a “reassertion of
institutional vision, without direct implementation criteria that pledge specific staff and financial
1

resources” (Strategic Framework Plan: Contemporary Arts Center). This Framework Plan has
been approved by the CAC's Board of Directors and provides a solid clarification and tangible
explanation of the organization's vision in the context of the current cultural and economic
climate.

Leadership and Structure
The Board of Directors governs the CAC, ensuring that it remains financially stable while
operating in a manner that is consistent with the organization's mission. The Board consists of up
to 35 individuals diverse in ethnicity, gender, background, and profession. It includes members
of the performing arts, visual arts, and education communities. Board members provide yearly
financial support through monetary contributions or by raising money. Board members also act
as advocates in the community, rallying support for the CAC. The Board hires and reviews the
performance of the Executive Director.
The CAC's Executive Director also serves as Artistic Director, overseeing both the
mission-related programming as well as the daily operations of the organization. In 2012, the
previous Executive Director announced his resignation, and in 2013, after 17 years of service to
the CAC, he stepped down to make way for new leadership. During the year-long national search
for the organization's new director, several staff positions remained vacant or filled by interim
staff, pending the arrival of the new director. As a result, the CAC is currently experiencing a
period of great transition as well as the potential for institutional growth.
Assisting the Executive Director are other members of the Executive Staff. This team
consists of the Senior Associate Director, Director of Education and Public Programs, Director of
Rentals and Hospitality Services, Director of External Affairs, and Director of Finance and
Financial Services. Under the leadership of the Executive Staff, the CAC is served by a
2

professional and dedicated staff with a diverse skill set.

Programming
The CAC strives to be a cultural leader, and “as such, it organizes, presents and tours
curated exhibitions, performances and programs by local, regional, national and international
artists” (About the CAC). In accordance with the organization's founding charter, the CAC does
not maintain a permanent collection. The idea behind this decision is that without a permanent
collection, the CAC would be forced to stay attuned to the most current developments in the field
of visual arts, thus keeping the work contemporary and relevant. Therefore, the CAC is not a
museum but rather a multidisciplinary and interdisciplinary arts center.
Programming at the CAC is currently divided into three departments within the
organization: Visual Arts (VA), Performing Arts (PA), and Arts Education (AE). Visual Arts
refers to both two and three dimensional works as well as film/video works. The VA programs
“support the exploration of contemporary art and culture and reflect [the CAC's] commitment to
artists, art, and audiences” (Strategic Framework Plan: Contemporary Arts Center). This
exploration is made possible by the variety of gallery spaces and the diverse representation of
artists presented by the CAC (Appendix A).
Performing Arts refers to theater, dance, and music. PA presentations at the CAC fall into
one of three categories. They are either CAC curated performances, collaborations with curating
partners or works developed through the Performance Support Program. This program gives
local presenters and production companies the opportunity to perform their works in the CAC's
space. The CAC also rents out space to other performing arts organizations like Schramel
Conservatory of Dance and Southern Rep Theater on an ongoing basis.
3

Under the direction of the new executive director, Neil Barclay, the CAC has launched a
fully curated 2013- 2014 performing arts season (Appendix B). The season presents a diverse
collection of artists and styles in the areas of music, dance, and theater. The CAC has even
implemented a brand new subscription option which offers discounts for those purchasing tickets
to three or more programs. Excitement and buzz about the new structure of performing arts
programming suggests a positive public opinion of the new strategy.
The Arts Education Department implements educational programs for both children and
adults, thereby cultivating new audiences. Education programs at the CAC include Artist
Exchange (formerly known as Artists for a Day), Summer Arts Camp, Teen Board, Art Lab
Education Gallery, and Outreach programming. Outreach at the CAC offers free access to
various CAC events and performances to community partners.
Although much of the literature about the CAC describes the organization as
multidisciplinary, there is talk of future plans to present exhibitions that are more
interdisciplinary. Multidisciplinary suggests that different art forms and mediums exist separately
within the space, while interdisciplinary involves the integration of different art forms and
mediums within a single art experience. Regardless of the exhibition, the following questions are
considered in all curatorial choices (Strategic Framework Plan: Contemporary Arts Center):
•

Does it connect with the community?

•

Does it emphasize high artistic standards?

•

Is it of the moment?

•

Is it fiscally sound?

These questions ensure that exhibitions and programming are supportive of the artistic mission
of the organization and its commitment to financial stability and professional management.
4

Funding
With shrinking grants, cuts in arts funding, and greater competition for a smaller pool of
money, the CAC, along with many of its organizational peers, has been forced to explore
alternative means of funding. The traditional model of institutional budgets relying primarily on
contributed income from grants and donations is no longer the most viable option for large arts
organization like the CAC. The CAC has accounted for this change in the philanthropic culture
by identifying key alternative income sources. These non-mission related incomes include the
Rental Program, Hospitality Services, Financial Services, Parking Lot, and Spun Cafe (Appendix
C). In 2012, the CAC's $2.45 million operating budget was comprised of 20% mission-related
earned revenue, 30% mission-related contributed revenue, and 50% non-mission related revenue
(Strategic Framework Plan: Contemporary Arts Center).

Facility
In 1999, Sydney and Walda Besthoff, the owners of the building at 900 Camp St.,
donated the property to the CAC. As a result, the CAC gained a substantial asset, which has
proven at times to be both an advantage to and a challenge for the organization. At four stories
and over 80,000 square feet, the building has enormous potential.
The building's first major renovation occurred in 1990. In 2012, the CAC introduced its
First Floor Initiative which includes six distinct gallery spaces to showcase emerging local
artists. Also located on the first floor is the Freeport-McMoRan Theater as well as Spun Cafe.
The second floor houses the Lupin Foundation Gallery which is usually used for major visual art
exhibitions. In addition to CAC staff offices, the second floor also provides office space for other
nonprofit arts organizations such as The New Orleans Film Society, Junebug Productions, and
the Southern Rep box office. The third floor was recently upgraded to showcase part of a large
5

exhibition that covers two floors of the building. Although the third floor does not have air
conditioning at this time, there are plans to add this amenity in the near future. The fourth floor
has been used for a variety of purposes including a rental space for costume companies, films,
rehearsals, and office space. Further plans to renovate the third and fourth floors for full time use
will be addressed in the CAC's updated version of the Building Master Plan scheduled for 2013.

6

Chapter 2: Internship Responsibilities
As an intern with the CAC's development department, I had the opportunity to work in a
variety of capacities including membership development, special events planning, and volunteer
management. My experience was a true glimpse into the responsibilities of a CAC employee as
many staff members perform multiple roles within the organization.

Membership
My membership-related duties involved such tasks as maintaining and updating the
membership database Raiser’s Edge, assisting with membership mailings, and organizing
donated memberships. I worked as a development presence at CAC events such as concerts,
openings, and the Creative Flea, talking about the benefits of CAC membership and encouraging
new members to join (Appendix D). I also researched other arts organizations, both in New
Orleans and across the country. I compared analogous membership programs to the CAC's
membership benefits in an effort to find ways to strengthen the CAC's current membership
offerings (Appendix E). Other duties throughout my internship included attending staff
meetings, assisting in board meeting preparations, and occasionally working at the front desk.

Special Events
Working in the development department, I also had numerous responsibilities related to
planning, tracking, and logistics associated with special events and fundraisers. During my
internship, I assisted with a variety of events including the Sweet Arts Honorees' Party and the
Sweet Arts Bash. Sweet Arts is an upscale fundraiser for the CAC that honors leaders in the
New Orleans arts community (Appendix F). My special event planning experience involved
tracking and recording event expenses, tracking ticket sales, sending thank you letters, and
7

creating production schedules. My time assisting with special events also allowed me the
opportunity to work closely with CAC volunteers.
I also had the opportunity to work extensively with the planning and production of the
CAC fundraiser, Bourbon & Burlesque (Appendix G). For this event, the CAC partners with
Dickie Brennan's Bourbon House to present an evening of bourbon inspired cuisine, craft
cocktails, and performances by local and international burlesque artists. Bourbon and Burlesque
also serves a dual purpose as both a fundraiser and a membership drive. Special ticket
promotions targeted at Collector's Club members and above help to generate new upper-level
memberships (Appendix E). Another fundraising aspect of this event was the raffle, which I
coordinated by soliciting possible raffle sponsors, collecting sponsor logos, and communicating
with the marketing department regarding invitations, programs, etc. I also had the opportunity to
join the event coordinator as well as international burlesque star, Angela Eve, in promoting the
event on the New Orleans radio station, WWOZ.
At the conclusion of my internship, I was hired to stay on and assist with the CAC's
largest fundraiser of the year, Whitney White Linen Night (WWLN). WWLN is a yearly block
party in the New Orleans Arts District (NOAD) on Julia Street (Appendix H). It is a CAC
fundraiser featuring NOAD gallery openings, live music, and food by local restaurants. In
addition to showcasing its own WWLN art openings, the CAC also hosts the annual WWLN
After Party. In addition to my other event planning responsibilities, I was able to assist with
writing some of the sponsorship proposals for the Julia Street Block Party. I also created street
layouts of the event using Publisher (Appendix I), assisted in determining rental needs,
communicated with vendors and partners, facilitated rental agreements, and created production
schedules for both the Julia Street Block Party and the CAC Openings and After Party (Appendix
8

J). The day of the event, I worked as a runner between the two locations, and that evening, I
assisted with admissions as well as ticket counting.

After Whitney White Linen Night, my employment was extended once more to assist
with Art for Arts' Sake, a citywide event to mark the beginning of the arts season in New
Orleans. In addition to the duties I had planning White Linen Night, my job was to solicit local
galleries to participate in the Art For Arts' Sake citywide map (Appendix K). This involved
contacting interested galleries, acquiring information about each gallery's planned opening, and
collecting payment from those participating. I also gained valuable experience hiring bar staff,
acquiring the necessary city permits, handling artist contracts, and working with sponsors and
artists regarding event logistics. Working with the CAC's development staff proved to be an
excellent education in all of the details that go into planning and presenting large scale events.
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Chapter 3: SWOT Analysis
A SWOT analysis highlights the strengths and weaknesses of an organization, as well as
the opportunities for and threats to an organization. Strengths and weaknesses identify the
positive and negative aspects within the organization, while opportunities and threats distinguish
the positive and negative outside factors that affect the organization. The following is a SWOT
analysis of the CAC.

1. Recognition in National Market
Strengths

2. Dedicated Staff and Stakeholders
3. Property Ownership

1. Understaffed
Weaknesses

2. Internal Communication
3. Underutilized space

1. Outside Hires
Opportunities

2. Expansion of Hospitality Program
3. New Technology

1. Competition for Audience and Resources
Threats

2. Negative Public Perception
3. External Communication Regarding Changes

10

Strengths
1. Recognition in National Market
The CAC presents a large breadth of contemporary art, showcasing works from local and
regional artists as well as national and international artists. For example, at this year's Art for
Arts' Sake on October 5, 2013, the CAC debuted its blockbuster exhibition, Edward Burtynsky:
Water.1 Burtynsky is a world-renowned photographer from Canada who accompanied his
exhibition to New Orleans for the opening weekend festivities at the CAC. In addition to hosting
everything from emerging local talents to internationally celebrated artists, the CAC also attracts
both a national and international audience. Visitors from all over the country and occasionally the
world have come to see the CAC exhibitions over the years, and CAC events like Whitney White
Linen Night attract arts enthusiasts from across the country. The CAC's vision to be “nationally
recognized as a leader in the presentation and support of contemporary arts, artists and emerging
art forms” is a realistic goal for this organization (About the CAC).

2. Dedicated Staff and Stakeholders
The CAC is staffed by a team of skilled professionals who are truly dedicated to the
presentation of contemporary art and to the success of the organization. The staff is comprised of
a diverse group of individuals with a variety of abilities and artistic backgrounds. These varied
perspectives help to fuel the creative momentum needed to successfully run an arts organization.
Many staff members are also active and participating members of the local visual arts, theater,
and film communities in which the CAC operates. This balanced frame of reference helps to

1 While still employed by the CAC at this time, this exhibition occurred after the specified term of my internship.
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strengthen the CAC's connection to the community it serves, and it functions as an important
resource for understanding the needs of its audience.

In addition to its dedicated staff, the CAC is supported by many members of the
community who are committed to the artistic mission of the CAC. Whether through
contributions of time, money, or simply constructive feedback, these stakeholders are personally
invested in the continuation and growth of the CAC. This commitment is evidenced in the efforts
of the CAC's Board of Directors, the willingness of its volunteers, and the annual support of its
membership base. This kind of community support is so important to the survival of a nonprofit
arts organization.

3. Property Ownership
Owning space is a valuable asset for any organization, and the uniqueness of the property
at 900 Camp increases both its artistic value and revenue potential. As property owner, the CAC
is free to renovate and utilize the space in any way that is conducive to serving the mission more
effectively. Furthermore, it provides a necessary and profitable alternate source of revenue
through facility rentals. Though the CAC has received some criticism for relying too heavily on
this source of non-mission related revenue, the fact is that leveraging this asset provides the
necessary funding to keep the doors open and art on the walls.

Weaknesses
1. Understaffed
As is often the case with nonprofits, the CAC operates with a relatively small staff
considering the size and scope of the organization's work. With a full time administrative staff of
about 20, many staff members are forced to take on the responsibilities of several different roles
12

at once. While this work ethic and resourcefulness is certainly to be admired, it can at times be a
hindrance to efficiency and progress. There is simply a limit to how many tasks one person can
focus on at a time. Balancing two or more job titles at once means that none of the tasks at hand
get the full attention needed to consistently succeed or grow. However, the CAC is currently
hiring additional key staff, which should help to alleviate this weakness in some departments
within the organization.

2. Internal Communication
Internal communication, both within and between departments, is sometimes a struggle
for the CAC. In some ways, this breakdown in communication is directly related to staff
members filling multiple roles in the organization. When someone is busy juggling multiple
projects, it can be difficult to find the time in a hectic schedule to communicate with other staff.
This problem is compounded for senior level staff members who are not only responsible for
their own work but also for overseeing the work of other staff. Furthermore, when multiple
departments require the attention and approval of one staff member simultaneously, a bottleneck
of work occurs and a breakdown in communication is inevitable.

3. Underutilized space
While the building is one of the organization's most valuable assets, there has been the
critique that it is not always utilized to its full potential. With a building of this magnitude and in
this great location in the Arts District, the CAC is coveted real estate for artists. With this great
asset though, comes the expectation that every inch of the building will be used to its maximum
potential, and the fact that so much of the third and fourth floors has remained largely unused –
apart from rentals – has prompted some criticism. In all fairness, renovating space with electrical
and air conditioning needs and bringing it up to code is easier said than done, especially when it
13

comes to funding such a project. This is, however, a need that is recognized by the CAC, and
steps are being taken to utilize unused space more effectively in service of the mission.
Beginning in October of this year, a large portion of the third floor has been transformed into a
gallery for the exhibition, Edward Burtynsky: Water. There are also plans to install air
conditioning on the third floor in the near future, further expanding its ability to perform as a
year-round gallery space. Although this area can be identified as a weakness, it is one that the
CAC has identified and is working to improve.

Opportunities
1. Outside Hires
In the past year, the CAC launched a comprehensive national search to find its new
executive director. With the recent accession of the new executive director, the CAC has a unique
opportunity to evaluate and redefine the image and the direction of the organization in a very
public way. The new executive director brings a valuable outside perspective to the organization
and the way things are run. While the CAC has endured some intense public scrutiny in the
recent past, a new executive director represents a new chapter in the CAC's history. This
leadership shift has also revitalized the CAC in its efforts to strive to be a cultural leader and a
world class organization. It is tempting for an organization to maintain the status quo, but by
constantly striving to be greater than it currently is, the CAC can actually deepen the impact of
its mission as opposed to remaining stagnant. The CAC can continue to strive for greatness as it
fills other vacant staff positions with some of the best in the field. Furthermore, guest curating
opportunities will also help to maintain that fresh perspective as well as the luxury of creative
flexibility.
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2. Expansion of Hospitality Program
The hospitality industry in New Orleans has become a brand with increasingly global
recognition. This industry is continuing to grow in size and quality, and development in the
economic landscape of the city provides a great opportunity for expanding the CAC's Hospitality
Program. Expanding the opportunities for alternative revenue does not, however, have to mean
straying from the mission, nor does renting the building have to be a case of doing anything for
the highest bidder. It requires a balance between venue rental and programming, since the former
exists in service to the latter. This balance is accomplished by consistently operating in a way in
which the integrity of the art and the mission of the organization come first. This entails
marketing the space in an artful way as well. The message is not “the CAC can be whatever you
want” but rather, “this is what the CAC is, this is the art we are committed to, and that is what
makes this space so unique and valuable.”

3. New Technology
As a contemporary arts center, the CAC should be a model for innovation and creativity,
even in its daily operations. There are a myriad of new and developing technologies in the field
from which the CAC could greatly benefit. The CAC is currently researching ways in which to
improve audience interaction and customer relationship management. Ideally, upgrades could
include functions like digitally capturing and storing information about gallery visitors when
they visit the front desk, improving the online ticket buying experience, digitally scanning
membership cards instead of flipping through a printed out list, and even alerting staff when a
major donor enters the building. The possibilities are exciting, but the significant monetary costs
associated with acquiring such technologies present a serious roadblock to such advancements.

15

Threats
1. Competition for Audiences and Resources
Although the CAC is the only major multidisciplinary arts center in New Orleans, there
are several other destination art organizations, museums, and galleries in the city competing for
both resources and audiences. The Ogden Museum of Southern Art, The National World War II
Museum, and the New Orleans Arts District galleries are just some of the arts and culture
destinations in the immediate surrounding area that cater to both local and out of town patrons.
Additionally, museums like the Ogden and the New Orleans Museum of Art offer membership
benefits and programs that are highly competitive with that of the CAC (Appendix D). As the
number of arts organizations in New Orleans continues to grow, available funding is
simultaneously shrinking, making competition for resources more fierce than ever.

2. Negative Public Perception
After the controversial decision in 2012 to temporarily close the galleries for a film shoot
during the exhibition, Spaces, the CAC has received some backlash and criticism from members
of the arts community. As a result, the organization must take an active role in managing public
perceptions and focusing on the image and the brand it projects. This focus on how the public
views the CAC involves taking a closer look at how programming is presented, what visitors see
when they walk through the galleries, and how the organization communicates the intentions of
its actions to the public. It is not always easy for the public to tell which works are presented by
the CAC as opposed to that of Southern Rep or other partners showing in the space. Hopefully,
the new CAC performing arts season will prove an effective solution to this confusion. In regards
to its external communication, the CAC needs to focus on sophisticated and effective messaging
articulating the necessity of venue rentals and their role in enabling the CAC to present the high
16

caliber of art that it does.
The organization's reputation in the local arts community has taken some hits in recent
years, and the CAC has taken these criticisms seriously. It is critical for nonprofits to listen to
the concerns of the community which they serve. The CAC's reactions to recent opposition have
demonstrated an acute understanding of this concept and a respect for the opinions of those in the
community.

3. External Communication Regarding Changes
With the recent hiring of a new executive director and other key staff, the CAC is
currently undergoing a process of transition. Real change is difficult for any business, and with
variables like new leadership and staff restructuring, such change is inevitable. New leadership
means a new perspective on operations and programming which can affect a variety of areas
such as business and marketing strategy, curatorial choices, and organizational policy. The
challenge for the CAC is to communicate with those outside of the organization about the
changes that are taking place. As an organization that is considered a cultural leader in the
community, all eyes are on the CAC at this time, and the pressure is even greater to communicate
these new developments to the public in an effective way. Though change is often necessary in
order to achieve institutional growth, it is important that all decisions are made with the mission
in mind in order to avoid such pitfalls as a brand perception that is not a reflection of the
organization's intended message. The ability of the CAC to convey these changes to artists and
audiences in positive and compelling ways is directly related to public perception of the
organization. These changes must be transparent and effectively communicated to people outside
of the organization in order to maintain the confidence and support of the community.
Furthermore, in the current cultural environment, where nonprofits are fighting over funding, an
17

organization in the midst of change must work even harder to assure outside funders that it is a
well-managed and fiscally responsible organization.
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Chapter 4: Best Practices
Staff Sufficiency
Staffing is a vitally important ingredient in the success of a business, especially a
nonprofit arts organization. The CAC's success is directly related to the hard work and dedication
of its staff. Therefore, the staff is a valuable asset which requires the attention of the board and
the investment of resources, especially during this transitional time.
The nonprofit arts sector is built on a foundation of passionate and committed workers
who devote themselves to their missions. However, all too often art organizations find
themselves underfunded and therefore understaffed. Though the CAC did have a larger staff in
the past, unforeseeable setbacks caused by Hurricane Katrina in 2005 and the 2008 economic
recession necessitated cutbacks by the organization. While it is common practice to remedy this
shortcoming by having individual staff members take on multiple job titles and roles within the
organization, in the long run this practice can be detrimental to the overall success of the
mission. Overworked employees run the risk of stretching themselves too thin and experiencing
burnout. This can result in problems within the workplace like low morale and reduced
productivity. Details are more likely to slip through the cracks and effective communication is
compromised when an employee is asked to focus on too many projects at once. Communication
is also hindered when too many employees require the attention of a single supervisor to which
they must report.
The CAC's 2013 Strategic Framework Plan identified AS220 in Providence, Rhode
Island, as a peer institution that shared the following attributes with the CAC (Strategic
Framework Plan: Contemporary Arts Center):
•

Presents and produces art in a number of disciplines
19

•

Operates with a budget of approximately $1-3 million

•

Supports artists by paying artists’ fees

•

Owns its own building, or leases it for a nominal fee and is responsible for maintenance,
improvements, utilities, insurance, etc.

•

Operating (non-programming) expenses represent 30%-33% of its annual budget

•

Resides in a region that roughly correlates to New Orleans

•

Has no single, dedicated funding mechanism in place

•

Is not attached to a university or other supporting institution

Despite all of the organizational and financial similarities, there are some operating differences
between AS220 and the CAC. According to their 2012 990 Form, AS220 employed 86
individuals and worked with approximately 300 volunteers over the course of the previous year.
Although the CAC's 2012 990 Form was not available, the 2011 990 Form reports 49 employed
individuals and 175 volunteers. It should be noted however that these numbers do include part
time employees hired throughout the year and are therefore, not a direct reflection of the number
of consistent full time employees.
Unlike the CAC, AS220 has a dedicated staff position for Volunteer Coordinator.
Typically, a volunteer coordinator is responsible for recruiting, screening, assigning and training
volunteers to work in various capacities for the organization. This involves acting as liaison
between departments to assess the needs for volunteer assistance and overseeing the placement
and work of volunteers. At the CAC, these responsibilities currently fall under the purview of the
Development and Membership Manager. However the work that can be involved in coordinating
volunteers on a large scale is more than enough to merit its own staff position. Furthermore,
investing in the further development of a professional and reliable base of volunteers to help on a
20

more day-to-day basis could possibly alleviate some of the work load for CAC staff.

Leadership Transition Planning
Investing in staff also means preparing for the future, particularly in regards to executive
transitions. As the CAC has recently experienced, at some point the terms of even the most loyal
leaders will come to an end. In the 2006 study, Daring to Lead, the Meyer Foundation surveyed
two thousand nonprofit executive directors in eight cities and found that 75% of the executives
planned to leave their position in the next five years, 9% were already in the process, and 71% of
organizations had no succession plan (Bell). According to a 2013 Nonprofit Employment Trends
Survey, this trend has remained relatively steady as 69% of nonprofits reported having no formal
succession plan for senior leadership (2013 Nonprofit Employment Trends Survey). Whether the
result of planned retirements, sudden resignations, or unavoidable circumstances, “leader
transitions are as certain as death and taxes, and they have the potential to have significant
impact on organizational effectiveness” (Adams). As the baby boom generation of nonprofit
leaders retire, art nonprofits with no leadership transition plans in place endanger not only the
effectiveness but the sustainability of the organization (2013 Nonprofit Employment Trends
Survey).
In his book, The Nonprofit Leadership Transition and Development Guide: Proven Paths
for Leaders and Organizations, Tom Adams describes what he believes to be the two most
important practices for organizations investing in successful leaders both before and during
transitions. The first of these is succession planning which includes departure-defined,
emergency, and ongoing leader development/talent management. When the CAC's executive
director announced his resignation last year, he agreed to stay on during the year-long search for
his replacement and during a short transitional period thereafter. This transition was departure21

defined, and it allowed the CAC Board of Directors to do an extensive and rigorous national
search for the organization's next leader. During this time, the CAC Board developed its most
recent Strategic Framework Plan to serve as an insight into the organization for potential
candidates and thereafter as a jumping off point to guide the vision of the incoming executive
director. The CAC staff was even given the chance to meet with some of the finalists and share
their feedback with the Board. All in all, the process was a success, and from a pool of qualified
and impressive applicants, the Board chose an executive director they were confident could serve
the organization and its mission most effectively.
Not all leadership transitions come with the luxury of a year long search for the perfect
candidate, however. The CAC Board should have plans and policies in place in the event of any
emergency situations in which the organization finds itself in need of filling key leadership
positions. This involves developing potential leaders from within the organization as well.
People know where their interests and their strengths lie, and “executives of leaderful
organizations tap into this knowledge, encourage a clear articulation of potential areas of growth
and support this growth in whatever ways they can” (Adams). The CAC's new executive director
has shown a particular interest in this concept. He has mentioned the idea of establishing
mentoring relationships within the staff as well as introducing self-evaluations in which
employees set their own annual goals and are held accountable for their performance. Staff
members who exceed their goals will also be recognized, encouraging continued professional
growth. Nurturing professional development in this way is beneficial to both the employee and
the organization at large. It is important to recognize that there is a strong connection between
the CAC's goal to be best-in-class and the staff's objective to be best in their field. Furthermore,
it provides a strong pool of potential leaders to promote from within the organization.
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In addition to succession planning, Adams suggests that an organization should devote
resources to executive transition management. The three phases of executive transition
management include (1) prepare, (2) pivot and (3) thrive (Adams). The CAC Board prepared for
the transition by identifying the leadership qualities they were looking for as well as taking an
analytical look at the direction and vision of the organization by updating the Strategic
Framework Plan. In the “pivot” stage, the Board turned its attention from the future potential of
the organization to the search for a leader who could help them accomplish it. Finally, in the
ongoing “thrive” stage, the Board will hopefully continue to engage the new executive director
in setting priorities and goals related to the new Strategic Framework.
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Chapter 5: Recommendations
Management
With the arrival of a new executive director, the CAC has a unique opportunity to
reevaluate its management structure and policies. Having identified weaknesses in staffing
sufficiency, internal communication, and utilization of space, I recommend that the CAC reassess
some of its policies and practices related to these areas.
Nonprofits that are too narrowly focused on a control-oriented, top to bottom
management structure run the risk of “neglecting the potential of developing leadership
capabilities at all levels of the organization” (Neck). I suggest that the CAC follow through with
the idea of implementing and supporting mentoring relationships among the staff that will
encourage communication, professional growth and leadership development. In addition to
mentoring relationships, reporting relationships among staff and supervisors should be made
abundantly clear in order to aid effective internal communication. Reporting responsibilities
should be established as well so that everyone on staff knows what information they are
responsible for, who they are responsible for presenting this information to, and at what intervals
they are responsible for providing this information. Perhaps bi-weekly status reports might be
shared with executive staff who could then discuss any pertinent information in executive
meetings.
Furthermore, establishing policies of both employee empowerment and accountability,
will encourage staff to feel a sense of ownership over their work which leads to skill
improvement and employee retention. The staff at the CAC is one of the organization's great
strengths. By consistently investing in the professional development of its staff, the CAC would
be strengthening its ability to better serve its mission. Moreover, having a staff full of potential
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leaders is a great advantage in creating a future succession plan for executive and senior staff
transitions.

Marketing
The CAC is currently going through a rebranding process which allows a rare opportunity
for the organization to really redefine its image and its message. This process began with
reinventing the organization's logo. While the previous logo was a literal logotype of the CAC
letters, the new design is a more modern, minimalist version that is a little more abstract. The
most prominent feature of the new logo is the lowercase letter “a”, perhaps reflecting the CAC's
intention to communicate that the art is the most important aspect of the organization. Although
the new design will initially be accompanied by the words “Contemporary Arts Center”, the plan
is to phase out the use of the words and have the logo stand alone as a recognizable identifier for
the CAC.
The marketing department also plans to launch the newly branded website in time for the
beginning of the performing arts season in November. Although the new logo and website are
pieces of the puzzle, branding is so much more than these aspects, and the marketing staff
recognizes that the rebranding process will take a substantial amount of time to really implement.
I suggest that the CAC use this rebranding as an opportunity to explore the brand beyond these
visual elements and reevaluate all aspects of the CAC's image. This is the perfect time for the
CAC to take another look at its mission statement and assess how best to define the CAC's
purpose in the context of today's cultural landscape. All communication by the organization
should be a reflection of this core message, so creating an updated and relevant mission
statement is a vital step in this process. From there, the CAC can continue to analyze other
aspects of the brand such as position in the market and the relevancy and effectiveness of
25

programming choices.
Branding is “a form of relationship building” and “it promises your customers a certain
set of expectations” (“TIP: Building your Organization's Brand”). Furthermore, branding is a
dynamic, ongoing process that involves more than just those in the marketing department. The
CAC's Board, staff, members and volunteers act as “brand ambassadors”, and the CAC should
seize opportunities to utilize these resources. I recommend that during the rebranding process,
the CAC provide a brand handbook for the Board and the staff explaining things like the reason
for certain changes, the message that the CAC is trying to communicate, and the proper usage for
elements like the new logo. This way, everyone that represents the CAC to the community is on
the same page and communicating the same message. Additionally, the CAC could utilize
branded merchandise as a tool for creating awareness of the new image of the organization.
Branded merchandise could be included as a membership perk as well as being sold in the cafe.
Even providing volunteers with t-shirts or buttons with the new logo might help to create buzz
about the new things happening at the CAC.

Development
I would also recommend that the CAC expand its volunteer opportunities by creating a
dedicated staff position for Volunteer Coordinator to act as an “HR director for volunteer human
resources” (Neck). The volunteer coordinator would work with the different departments to
involve volunteers in a variety of ways and at all levels of the organization. Volunteers prefer to
have clear job descriptions which should include the title of the position, responsibilities,
schedule, time commitment, required skills, and any perks they would receive in return for their
services, i.e. free tickets (Masaoka). Specific volunteer positions could be structured to appeal to
a variety of audiences. For instance, students would likely be drawn to volunteer opportunities
26

that are more flexible and do not require them to work full time, while retirees might prefer to
work during the day either on a temporary or ongoing basis.
Additionally, I would suggest the CAC build on its volunteer database by collecting more
information about the interests and skills of its volunteers in order to more effectively assign
people to appropriate projects. AS220 has a volunteer survey available on its website that would
serve as a great template for the CAC to use (Appendix L). The advantages of involving
volunteers far exceed the simple benefits of free labor. Engaging volunteers in the community is
a great way to build a constituency that supports the CAC's mission and to develop relationships
with potential members.

Financial Management
Unlike for-profit companies, nonprofits are accountable for a “double bottom line”. While
a nonprofit is first and foremost responsible for fulfilling its mission, the organization must be
fiscally sound in order to successfully deliver on these promises in the long term. Following the
arrival of the new executive director, CAC staff and Board of Directors have worked extensively
to create a budget for the organization that is both viable and transparent. There are long term
plans to improve the CAC's budget planning process so that programming can be planned years
in advance rather than the season before. Remaining conscious of both long-term and immediate
financial goals will require that the CAC remain vigilant about capturing and recording
information that will help to measure the success of programs and initiatives. This will allow the
CAC to critique budgeting decisions by identifying what does work and what needs to change
going forward, thereby allowing the Board to identify funding priorities for future budget
planning.
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Chapter 6: Conclusion
The CAC finds itself in a period of great transition, and as with any major transition,
there are accompanying changes within the organization that affect staff and stakeholders on a
variety of levels. This transition can present itself as either a threat to or an opportunity for
institutional growth, depending on the CAC's ability to frame this organizational restructuring as
a new chapter in the history of the organization and a recommitment to the mission.
Understanding this as an optimal time to rejuvenate the CAC brand, the marketing
department, under the direction of the new executive director, has framed these changes within
the context of an organizational rebranding. However, brand is communicated by more than
smartly designed visuals and carefully crafted wording. The CAC must take steps to ensure the
continued effective and responsible operation of the organization in congruence with the brand
that the organization would like to portray. It is important to note that the CAC recognizes that
there are areas in which previous policies and practices fall short, and there is a dialogue
underway about areas that require change.
The CAC staff is the foundation of daily operations and is, therefore, an integral factor in
the success of the organization. Though it is easy to justify lack of sufficient staffing with lack of
sufficient funding, investing resources in staff development and hiring is really beneficial to the
organization in the long run. By empowering staff and encouraging professional development,
the CAC is strengthening its ability to serve its mission more effectively. Furthermore, by
enabling current staff to grow in their careers and identifying and mentoring potential leaders, the
CAC will find itself better equipped to handle future leadership transitions, whether planned or
emergency.
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Expanding volunteer opportunities into a more established and long term volunteer
program is another investment opportunity for the CAC. Volunteers are an important resource for
any nonprofit. Engaging volunteers not only benefits daily operations, it also helps to build
audiences, foster feelings of support for and ownership of the organization, and create
meaningful connections with the community being served.
All in all, the CAC recognizes the opportunities for long-term growth and betterment that
the current transition provides. There are exciting changes taking place as the CAC continues to
search for ways to better serve its mission, broaden its impact, and become an organization that
is truly best in class. The organization is taking great strides in the areas of management and
marketing to ensure that the CAC continues to serve as a financially sound and professionally
run multidisciplinary contemporary arts presenter in the city of New Orleans.
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